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DD/S 60-1996
19 May 1960
MEMORANDUM FOR: Director of Central Intelligence
SUBJECT : Respense to Inspector General's Suxvey vn Career Service
REFERENCE : Memo did 29 Jan 60 to DCI fr IG, subj: "Inspector General

Suxvey--Office of Pexsonnel; Career Service Program. "

1. This memorandum is for your hnformation cmly and is in respouse ¢ your
request for commeats by 1 June 1960 cn the Inspector General ‘s Survey on Career
Service dated 30 January 1960,

Z. My comments cu the spacific recommendaricns of the Iaspector Geaerel
ave as follows:

a. Career Coupcil and Supergrade Review Beard:

I do net concur fu the recommendaticn that these bedies be discoa-
tinved and propose that they continue t¢: perform the work preseuntly assigned
te them., :

b. Career Develcpment Board:
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1 do not concur in the recommeéndation to establish a Career Develep-
ment Beard as propoused by the Inspecter General, I do, however, recoramend
the appsintment by each Deputy Directer of a Career Develcpment Officer e
work with the Deputy Direcior io the furthering cf the career development of
individuals within thet component sud to serve on 8 Persounel Development
Board chaired by the Director of Persemmel. This Board would recommend
Agency career development policies and arxaage, with the concurreunce «f the
Deputies concerned, for the movement of individuals from cme companzet {0
aucther in the interest of caxeer development.

€. Selecticn Board and the CIA Career Staff:

I concur in the Inspector General's recommendation that the Selection
Boerd and the Examining Panels be discontinued and that the selecticn of mdi-
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viduals inte the Career Staff become the respemsibility of the Heads of Career
Services. I also recommend that in lieu of accepting the propesal that five
years of service be required prior to membership in the Career Staff we re-
tain @ minimum three-year waiting pericd and establish & minimum age re-
quirement of twenty ~five yeaxs.

d. Careerx Services:

I do not concur in the recommendstion that Career Services be reor-
ganized along occupationel lines and propcse that the basic career service
structore as it now exists be retained.

e. Judividual Career Planning: 25X1A
I comcur in the recommendation to rescind Regulaticn No, to
discontinue the Career Preference Outline, and to substitute indi zed

plamuing for those perscns who may be expecied tc grow sad develop.

f. Career Service Brochure:

I concur in the proposal o prepave aud distribute a brechure explain-
ing the purpose and cbjectives cf the Career Service Program and the methcds
of implementation.

3. In addition to the foregoing comments cn the Iuspector General's speacific
recommendations, the attachments heretc summarize further thinking within the
DD/S Area about Caxeer Service. Tab (A) cutlines my personal views ou this subject
which can be summarized as follows:

a. Career Service is a part of good Perscnnel Administraticn----a meaus,
not an end. It is not a "Special Benefits” Program.

b. To schieve our goal we must emphasize the tmportance of streng snd
effective line management.

.€. There is more geed to be gained from striving for fntangible benefits
brought about by goed persomnel administration and geod management thaa
from empbasizing tengible benefits.

d. Nevertheless, tangible beuefits are important for the appropriate
people under the right circumstances.

-
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&, A realistic evaluation of rotaticn #s an Instrument of career develop-
ment suggests that in general uinety per cent of all employees within a Career
Sexvice will not find careers in other services, perhaps nct more than six to
eight per cent may find careers in other sexvices within their major compon-
ents (DD/S, DD/P, oxr DD/I}, end not mere then, say, two per cent are likely
to have the opportunity for rotation acrcss major component lines. Therefore,
the major respcnsibility for career development rests with the Deputy Divec-
tors amd Heads of Career Services for personnel within the Career Services
under their jurisdiction. Only a small but importent number are likely to be
developed for the breadest responsibilities cutting across major component
lines,

Tab (B) is a summary of commoen themes in the responses of the DD/S Office Heads
to the nspector General's report, and Tab (C) is a summary of the Inspector General's
‘Survey as we understood and interpreted it.

4. 1 feel that this entire examiunation of our Career Service has been most
worthwhile, and through it cur accomplishments, which are substantial, as well as
our mistakes, have been forcefully brought to our attention. Through this exercise
the problems and cheallenges of Perscanel Administration have been brought inte
sharper focus, and I feel confident that we will profit greatly from it.

/8/
L. K. White
Deputy Director
3 Aus: ' {Support)

Att | - Philosophy of Career Service, Tab (A)
Att 2 - Summary of Deputy Director {Support)

Office Heads’ Views, Tab (B) '
Att 3 - Summeary of the Inspector General's

Statements, Tab (C)

DD/S:LKW:laq:bjf
Distribution:
O-DClw/Tabs A, B, C
1 ~-DDClw/Tabs A, B, C
1-DD/Pw/Tabs A, B, C
1-DD/Iw/Tabs A, B, C
1-IGw/Tabs A, B, C
1 - EA DD/S Office Head & Staff Chief w/Tabs A, B, C--in dittced form
1 - DD/S Chrone w/o Tabs
1 - DD/S Subject w/Tabs A, B, C
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PHILOSOPHY OF CAREER SERVICE

It is my intent in this paper to underline some of the points which seem
important w me as we now work toward the goal of developing the best possible
Staff and, concomitantly, of achieving the most efficient organization to carry
out our missions. Before I make these points, however, I should like to clarify
my view of the relationship between Career Service and Personnel Administration.

It seems to me that Career Service is a meane of bringing about a good system
of administering personnel, that it iz an adjunct of personnel administration and not
a system spart. Effective personnel administration is a chief goal in any organization
and the philosophy of good management holds that through such a system we can
best stimulate esprit and high morale among employees. This I firmly believe, and
in this context, Career Service becomes a way of grouping and organizing our people
so that those goals and benefits which are of mutual interest can better be realized.
Present day size and complexity of organizations have created management problems
almost undreamed not very many years ago. Career Service seems to me to be a
way of assuring the individual that despite the hundreds of other employees about
him, his case will be considered and his ambitions taken into account. His share
of the bargain thus becomes the execution of his job to the best of his ability.

By implication, then, Career Service is not a special benefits program nor is
it the society for the favored few. This is not to say that there will not be individuals
who are selected above others for greater responsibility and for greater benefits.
There most certainly will be but these responsibilities and benefits must come out
of the system, and not be used as symbols for entrance into the society. The men
and women with reputations among their superiors and contemporaries for doing
consistently outstanding jobs are eligible for - and belong to - that elite corps in any
organization. They are also usually known and it is quite unnecessary to publish
their names on the organization bulletin board.

In these terms, then, I should like to state four approaches I think we must
emphasize in further improving our personnel administration and our Career Service.

Any large oxganization needs to be supporied with staffs, task forces, and
other mechanisms set up for puxposes of planning, coordinating, or monitoring,
but what must constantly be kept in mind is that the true energy and power of an
organization comes through command channels. These channels must be kept
strong and well defined and to this end I suggest that each manager concider
these four requirements on him to assure more effective line organization:

AppovehESE deflattl LZETIs A IRb o be dys sdictlon.
POV e S factors In our organization make this imperative. One is the
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fluldity of organization we must maintain, even to individual jobs,

in oxder to respond to constantly varying requirements. The second
1s the wide variation of requirements in this agency between jobs
where abscolute conformity is required and those where maximum
creativity is desired. Both of these needs put a special require-
ment on all supervisors and menagers to frequently evaluate sub-
ordinate positions aud tc be able to defive clearly at all times not
only the obvicus basic requirements for the immediate jobs under
them but also the subtler requirements of attitudes and under-
staundings.

In addition to these aspects of position requirements there is
another balance each manager must eadeaver to mafntain - the
balance between the requirements of 2 given position and the capa-
bilities of the people available for it. This kind of managerial
Judgment and decision is uniquely importent in our agency because

. of the frequency of personuel changes in some of cur jobs. Study
of the successes and failures of individuals whem each of us has assigned
to jobs is probably the best way te develep our own guide lines for
assignments we will make in the future. It requires a clear undex-
standing not ouly of ¢the job requirements, but of the specific strengths
and weaknesses of each lndividual fnvolved. Organization charts are
relatively meaniugless without careful consideration of the people,
as individuals, who sit in the various boxes on the chart. Orgeni-
zation lines also become darker, dimmer, dotted ox even disappear
altogether depending oun the individuals who occupy the varicus key
positions in the structure, ' '

B. Clear communications of the main cbjective (s) in each job.
Here I am emphasizing particularly the substance of a given job as
opposed tc skills or procedures ¢r mamners of approach. [ am
talking about that kind of delegation which requires a supervisor
to sit down with a subordinate 2nd come to an agreement about the
maejor job achievements expected from him over & given length of
time. Scemetimes these goals can be very specific, sometimes they
caimot. In the latier instance, it is even more important that mutual
undexstanding exist between boss and subordinate. But the most
importaut requirement in this situsticn is that the subordinate is
held responsible and accountable for such delegations to the maximum
degree pessible. Ouly in this way cen we be assured that we bave the
right people in the right jobs end that we are developing & real cadre
of capable officers.

Ba
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C. Increased time devoted to training and developing ell individuals.
One of the greatest centributions a supervisor can make tc an
organization is his competent development of perscnnel for larger
future respcastbilities. This ceaching process requires time in
schedules that ave already full, but I believe the results are worth
whatever efforts this takes. Ik includes, I think, frequent contacts,
adequate guidance, coastructive criticism, candor, aund above all,
praise when it is deserved. It invelves a sense of timing as to
when a particular experience is necessary for the growth of an
individugl end the sometimes more difficult task of trylng to see that
be gets it, Though I believe that true development is self-develop-
ment, I believe that it is the responsibility of line management to
creste the envire sment and climate for this.

If the coaching of an individual is adequately carried cut,
eppraisal of him bhas been sutomatically cocmmunicated to him in
the most effective way possible. However, the needs for judging
between individuals from time te time, and the competition for
promotions or other "réwards, " make the appraisal tools impertent
too. Increesiugly our fitness reporis are scrutinized and relied ca
for a cousidersble share of the review of an tndividual‘'s performance
and the estimate of his potential. It would seem appropriate t¢ give
increased sttention to improving the quality of these written evaluaticns.

D. More careful selection and training of supervisors and mansgers.
It follows naturally from the above that seiection of those in super-
visory and mensgerial pesitions will bave to be made carefully if we
are to have individuals who cen carry out these requirements. Since
no effective tests have so far been devised to predict the capable
supervisor or manager, I see no better way to critically evaluate and
select a man or woman for these positicns than by observing closely
the work of an individual and the perscunzl relations invelved, by
candidly talking with the individual about such observations, by
offering what assistance is needed, and by taking time for sufficient
follow-up on these preliminary steps to be sure the conclusion was
accurate. This organization still suffers from having peoplie in
supervisory or menagerial positions who are nct desirous of being
there and who are noi qualified for the responsibility. Particulax
care in the selecticn and training of individuals for these positions
should minimize the problem in the future. Any superviscr who does
not have as cne of his principal objectives the training snd preparation
of funiors to assume the key positicas of his organization, including
his own, is not doing his job.

~Fe
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II. There is more good to be gained from striving for intengible benefits
through good personnel administration than from emphasizing the procurement
of tangible benefits.

The Career Service bas by no meens been s failure, and several
importaut accomplishments of these past years must be at least partislly
attributed to this system. It has been gratifying to me to note the vote
of confidence given by all the DD/S Office Heads and by other components as
well to the achievements of our perscmel program. Competitive promotion,
selection out, retirement when eligible with full annuity, the JOT Program -
these are means we have used aud are ustog to bring about the best use of
our people. The new Personnel Development Board will be another
important step in the development of our system, I think - a step we ueeded for the
essential implementation of career plans for those individuals with capebilities
to assuxe responsibilities cutting across organizational lines. Pexbaps the
greatest siagle benefit has been the evolution of & clearer uderstendiag of
the role of the Personnel Director or of the Perscnmel Officers generally in
relation to the line managers and the heads of Career Service. Perscmnel Officers
have the respmmsibility to lead in the esteblishment of policy, systems, etc.
In the final analysis, bowever, their function is oue of sexrvice and assistance.
The line manager ox head of Careex Service is the true manager of his
personnel in this Agency as he is in fact in sny organization, and I believe
our Career Service program has done much to bring line management to
face up to its respousibilities. It can sud should do more.

Some of our learning about persomnel administration in the past five
years has come as a result of our mistakes. In the introduction to the
Career Service the overemphasis on tangible benefits seems to me to have
been one of our resal errors. It was an unintenticnally false lure on the part
of the Agency and an unfortunately false goal for the members of the Career
Service. Realistic and reascnable benefits will evolve naturally, I believe,
as & result of improved and seascned perscnnel practices and when conferred
in the proper comtext - i.e,, recognized accemplishment in reference to
stipulated Agency needs - will be accepted by all.

Much has been written in the past ten years on the subject of motivaticn
and many ideas have been advanced about the best ways to develop and utilize
this power. What it beils down to, however, is individual satisfaction on the
iob -- a man's feeling of belonging in his part of the organization and a belief
that his talents are being properly utilized. In addition to this, each employee
wants to know that as bis membership in the orgenization continues he wiil
be given a fair chence at whatever opportunities and rewards are available.

In this coutext I lock upon special training, challenging assignments, and
special recoguition us rewards, along with promotions and in-grade raises.
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I firmly believe that some of the intangibles are of greater significance than
the mionetary rewards--though I by no means minimize the importance of
mounetary and other tangible beunefits.

1. Nevertheless, some taugible benefits would be valuable and effort should
be made to obtain those which are feasible,

Though, as I have stated, the total consideration of the problem conviuces
me that these are of less importance than those deriving from job satisfactious,
still 1 feel we should attempt to obtain those benefits which are reasonable and
justifiable. This will require study and planning, and a great deal of spade
work may be necessary before such benefits can be realized. Through our
controlled staffing program we are assuring curselves that there will be spaces
for advancement for the most capable; benefits in addition to this {&.g., possible
early retirement with full annuity) will have o be granted on the basis of documented
evidence of accomplishment, not promised on the basis of inteat or willingness.
In many of our present efforts we are building and preparing our case for the
Congressional approval which will ultimately be needed.

IV. There is need for a realistic appreciation of rotation.

Another error we made in Introducing the Career Sexrvice program was
giving the impression that nearly everybody would or could be rotated as & part
of his career development. Though it is likely that by now the misconception has
been generally corrected, a clear enunciation of a more practical approach to
rotation may be necessary. Here I think we must take into account the varicus
widths of capabllity. Some employees will benefit most from crossing lines
within their own Career Service, i.e. within Loglstics, Persounel, etc  others
will have the abilities enabling them to be rotated within their major component,
1.e. within DD/S, DD/P, ox DD/I; and a few will be ear-marked for broader
development by rotation between major components. The responsibility for
this determination will have to be made by the joint efforts of individual Career
Services, the new Persomnel Development Boaxd, and Deputy Directors, and although
there will be times when a good man is taken from us - perhaps permanently--
and times when those we receive seem less good than the ones we ''gave, " still
the need for this kind of planning is obvious and we must assure its accomplish-
ment.

It seems to me fair to say that perhaps 90% of all employees within a given
career service will serve out their careers in that service. Most finance officers
in the Comptroller's Office for instance, are likely to find their professional
satisfaction and their chances to make the greatest contribution right in the Budget
and Finance Career Service--for as long as they may remain in the Ageuncy.

G-
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Perhaps no more than 5 - 10% of these will wind up in other DD/S Career
Services and an even smaller percentage can leok forward to careers outside
the DD/S. A similar analysis for any other DD/S Carxger Service, with the
possible exception of Training, will bring you to the quick conclusion that
prospects there for rotation to other Career Services are no brighter., If
these estimates are reasonable, then rotatien among Career Services for the
masses becomes ridiculous and extremely inefficient, both for the individuals
and for the Agency.

If, then, the vast majority of employees will find their develepmental
retations within theixr own career service, how can we best identify and plan
for the 2 - 3% who have the futerest and potential for very broad responsi-
bilities tu the future? As I indicated above, this will have to be through the
joint efforts of the Personuel Development Board, the Heads of Career Services
and probably the Deputy Directoxrs. Perheps at the outset these lateral trans-
fexrs of capable young men and women can be achieved by the use of a quota
system, small sud informeally agreed upon to begin with, to be tried and
tested priox to being formalized et seme future date. This would seem to me
to be a responeibility of the new Board, and I suggest also that a study be made
of the proper timing of such rotations in a8 persoun's career to give guidance
to senior managers throughout the Agency.

Many of the views expressed here are editorializings oun famillar points, but I
am lu hopes that they may prove helpful at this time of re-study and clarification of
our Career Service. As the Director of Pexrscunel has pointed aut in his respmnse to
the Inspector General's Survey, some of the current major personnel problems in
the Ageucy are lodged within different components, and each problem ueeds to be
approached separately aud each requires action tallored to the specific problem.

If we agree generally, however, on our main objectives and on the philosopby with
which we will proceed toward those goals, the lack of uniformity in our approaches
does not seem to me to pose an insurmountable problem. As is true with a1l efforts
to make any system more efficient, there will be a combluation of current practices,
of modifications and of new procedures. This pragmatic approach has much iu its
favor.
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SUMMARY OF DEPUT Y DIREGTOR (SUPPORT) OFFICE HEADS' VIEWS

A large majority of the DD/S Teports on the Inspector General's Survey
expressed stroongly the opinion that generalized statements had been made in the
Survey and conclusions reached without adequate information or facts submitted
to back up the arguments. There was general agreement that the Survey conderaned
tov strongly the present system and its shortcomings and failed to recognize some
accomplishments it had achieved. In several chapters of the Survey, the reports
pointed out, there are either statemeuts oy implications that the present career
system has fail.¢, and most commenters were unwilling to accept this statement
as a valid premise for further action. There was objection to the idea that
"throughout the Agency career planning is viewed as a burdensome exexcise”,
that “the Agency has little to offer young people that will make a career in intelli-
gence work attractive”, and that under our present system there is little chance
for advancement. These and other assumptions left individuals uncertain as to
what was intended, confused about some conflicts, and strongly oppesed to taking
some of the statements on faith,

CUme of the most-gearly unanimous views of the Support Office Heads was the
rejection of the recommendation that career services be set up along occupational -
lines. Aside from posing difficulties of definitions in many instances, this system
would also entail management problems cutting laterally through all organizaticmal
units, problems which would almost inevitably be greater than vertical problems
In an organization like CIA. Furthermore, it was felt that an fndividual 's alleglance
and enthusiasm are contributed better in a vertical chain of command than in one
running horizontally throughout the organization.

Closely tied to this view was the reaction to the Inspector General's -
recommendation that only one of the suggested five career services be designated
a service of intelligence officers. Whether intended or uot, the Survey gave the
impression that those in Support Offices would be ineligible for the Intelligence
Officer Career Service, and in practically all responses there was strong opposition
to this exclusion. Many expressed satisfaction with the growth of effectiveness of
Suppurt groups within the last years and the consequent increase of respect and
requests on the part of those areas beunefiting from this support. {There were six
Office Heads who agreed that some restriction of membership might prove beae~
ficial, but even these agreed that further study would be needed to determine how

Sl ——1
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it might be done fairly and effectively, and in all six instances the assumption was
that Support would got be excluded.) In fact, the position was very strongly taken
by practically every respoundent that automatic exclueion of Support employees
would be an unfortunate if not critically divisive action in the Agency.

A forseili common theme ruming through the DD/S responses involved reaction
to the establishmeut of the recommended Career Development Board. Thexe was a
fairly wide variety of modifications suggested fu the reports and there were descripticns
of ways fa which the plan might be made to work. The concensus was, however, that
although some central body was ueeded to be responsible for career service matters
in the Agency and although some mechanism was required for facilitating lateral
rotations and appointments between individual sexvices, this entire problem needed
further study. Above all, it was felt a clarification was needed of the advisory ve.
command role such a body would have, ’

Paramount among the objections to the Career Development Board as described
in the Survey was the strong objection to the encroachment of such a Board on the
rightful authority of the Director of Personnel. As a result, many suggested that
any such board established should report to the Director of Personnel, either to study
the problems raised by the Survey aud to make recommendations ox to support him in
implementing policy decisions to do with career service. There was no doubt as to
the vigor of the reactions in favor of clarifying and reaffirming the authority of the
Director of Personnel in these matters.

Finally, and implicit if not stated in every report submitted, there was the
idea that it would be better to use and modify existing mechanisms and procedures
rather than scrap what had been achieved and attempt to establish a completely
uew system. The inevitable upset such a drastic change would cause and the worth
of some of the attafnments of the present system were given as the main reasons for
this view. Though several stated that the Inspector Gemeral had correctly described
some of the fatlures and disadvantages of the Career Service now in existeuce,
there was unanimity on the idea that much of the system was working, much could
be corrected and modified, and that a mitlor upheaval at this time might lose for
the Agency a great deal more ground than it would gain - might, indeed, even
e disastrous.

2w
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SUMMARY OF THE INSPECTOR GENERAL'S STATEMENTS

As we understand it, the Inspector General's Survey indicates the chief
purposes of a career service in this organization to be: (1) A means to advance
Intelligence as a profession, {2) A means to assure the selection of capable young
people, and (3) A mesus to train and prepare the right individuals for top jobs for
both the present and future.

Membership in the Agency Career Service recommended by the Inspector
General would be conferred upon all who are now members although the organiza-
tion of the present twenty-six services would be chauged to five services. Career
Staff membership would be determined by a Board (to be described later} with the
assistance of the Career Service Boards and Panels. Membership in one of the
new services - the Intelligence Career Service ~ would be limited to "the hard
core of professional intelligence officers. " These officers would be selected
according to the categories of positions they held fncluding "collectors, collators,
evaluators, analysts and interpreters of informatios or whom there is ne other
work than Intelligence.” The reasons given for restricting membership in an
latelligence Career Service to this one group are given in the following terms:

{1) It is a group, readily distinguishable from Agency employees
whose positions are similar to those elsewhere in government,

(2} It is a group for which long-promised additional benefits cau
be justified,

{3} It is a group which can be disciplined by its careser service
in such & way as to generate the desired esprit de coxps
and give meaning to an latelligence Service.

To achieve the goals described in the first paragraph, the Inspector General
preposes the use of some procedures which are now in use, some which must be
modified, and some which must be introduced. Specifically, he recommends:

{1} The establishment of a career service divided along occupa-
tional lines (Administration, Clerical, Techaician, Specialist,
Intelligence, and possibly a Communications Service separate
from the cest.) '
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(2) The taking of additional steps to overcome present
disadvantages of Ageucy employment and to compensate
for the abnormalities of security service.

(3) The improvement of performances of present employees at
all levels hy groupiug them iuto three categories and moni-
toring necessary action or development of them accoxrding
to suggested guide lines. (The categories: {(a) Those who
are insdequate for the position occupled and have no
potential, (b} Those who are inadequate, but have potential
for improved performance through development, and (c)
Those whe are adequate for these pasitions and have
poteatial for growth through development. )

(4} The eventual stepping up of the junior professional
recruitment program.

{5) The initlation of & course of trajning and development {for
poseibly five years) for junioy professionals prior to
admission to the Intelligence Career Service (or to some
other more appropriate service for a given individual.)
Satisfactory completion of thie training would confer
Career Staff status upon the individual,

(6) The establishment of a CIA Career Development Board
reparting to the DCI to assist in career matters through
making policy in the career field, giving guidance to Heads
of career services, and directing the implementation of
a general career developmeut program for all employees
at all levels. This would eventually result in the elimination
of the CIA Career Council and the Supergrade Board. (It
should be noted that although the Career Development Board
would monitor the training of junior professionals and determine
their assignments to appropriate career services, no reference
is made in the report of the entry-on-duty procedures for
other kinds of employees. )

(7) The transfer of the responsibilities of the Selection Board
and Examining Panels to the apprepriate Heads of Career
Services. ' .

(8) The encouragement and publicizing of the new order.

o2a
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